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EXECUTIVE SUMMARY
This document aims to cover the following points:
●

Summarize the MCACC’s current organizational structure and established
mission, vision, and goals

●

Provide a comprehensive breakdown of the current Board structure, fundraising,
and programming activities/strategies

●

Address organizational gaps or limitations that have prevented the MCACC
Board of Directors from moving forward in their current plans in the three
identified areas of board structure, fundraising, and programming

●

Create a new timeline for the project that takes into account the data gathered
and presented throughout this document

●

Propose a set of recommendations to the MCACC Board to aid in their ability to
generate progress toward their established end goal

BOARD STRUCTURE

Current Board Structure
As of today, the MCACC has 13 volunteer members on the Board of Directors. These
individuals dedicate their time and expertise to help make the community center a

reality in the Mount Carmel Area. The Board of Directors is passionate about creating a
space for the people of Mount Carmel to utilize and thrive within. The Board of
Directors and their roles on the board are as follows.
● Cathy Besser: President
● Jake Betz: Secretary

● Judy Polites: Treasurer
● Charmange Cimino
● James Gard

● Maryrose McCarthy
● Al Riedel
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● Justin Skavery

● Kenneth Splitt
● Amy Watkins

● Michael White
● Michael Smith, Esq: Solicitor

● Peter Cheddar: School District Liaison
This Board of Directors works to uphold the mission and vision of the MCACC. The
mission of the community center is “to celebrate the legacy of the Mount Carmel Area
by providing a safe environment for all community members where heritage,

innovation, and collaboration come to life. Providing opportunities to enrich lives and

engage all generations in educational, recreational, and cultural activities.” Additionally,
the vision for the community center is “to create a safe and culturally sensitive

educational environment for Mount Carmel area residents.” As of late, the goal of the
Board of Directors has been to raise $4 million for the renovations of the MCACC
building in order to begin hosting programs and events in the space.

Despite headway being made toward creating an organized and structured Board of
Directors for the MCACC, our consulting team has recommendations on how the Board
of Directors can be restructured so that each individual board member has more
ownership over their work and a more clear path toward the completion and
maintenance of the community center.

New Board Structure Recommendations
As part of our new board structure recommendations, we suggest that the board divide

into much more specific roles. There would be a president at the top, and then it would
be split up into fundraising and programming. Fundraising would be split into grants,

relationships, and large fundraisers. Our proposed idea is the “Champion” model, which
means having one specific person be a “Champion” of one particular area of each of the

subsections of fundraising and programming. By creating more clearly defined roles and
responsibilities for board members, this would allow for greater task ownership and
identity.

For grants, there would ideally be two individuals working on this area: one person to
research and find grant opportunities, and one person to actually write out the grant
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applications. In terms of programming, it would be split up into events management
and educational programming. We will discuss each of these roles further in the

following sections of this document. The team also suggests that the board tries to
receive outside help from other community members who would be passionate about
the project. By having as many people on board as possible, the greater likelihood of
completing the project in a timely manner.

New Board Structure Diagram

FUNDRAISING
Fundraising is one of the most vital components of this project, and there must be a
thorough plan in place to reach the goal of $4 million. Given the efforts and the
capabilities of those who are able to contribute, we have consulted with experts to find

the best ways to fundraise for the MCACC. In this section, we will focus on the current
fundraising strategies, an analysis of what fundraising has occurred so far, and what

needs to be improved in order to make fundraising as efficient and effective as possible.
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Current Fundraising Strategies & Analysis
At present, the MCACC’s fundraising strategy has been primarily focused on planning

and executing small fundraisers including 5k runs, bingo games, and the sale of branded
goods. Coupled with this, the Board has also worked to submit and obtain larger sums
of money through government and foundation grants. Unfortunately, we have identified
some areas of weakness within these current practices. The current estimates for
fundraising outcomes for the MCACC for 2022 are summarized below.
Projected Revenue - 2022

$5,000 - Raise the Region
$2,000 - 5k Phun Run (estimation based on the previous year)
$2,000 - Additional fundraisers (i.e. bingo, puzzle sales, etc.)
$250,000 - Previously awarded grant
$0-$500,000 - Degenstein Foundation grant (tentative)
Maximum Revenue Total - $759,000
Minimum Revenue Total - $259,000

Firstly, thus far in the project, the Board has relied heavily on grants for the majority of
its funding, but data suggests that, on average, only 30-40% of submitted grants

nationally are approved for funding. Furthermore, with regard to more minor donations
made possible through the MCACC’s smaller fundraisers, we have found that the donor
base at the local level is much smaller and lacks the capability to support a traditional
80/20 rule in which 80% of donations come from only 20% of donors. Finally, the

MCACC has now participated in Raise the Region, a philanthropic effort to raise funds
for non-profits in central Pennsylvania, for two years, but it is worth noting that there
was a decrease in donations for the MCACC from 2021 to 2022.
Given the established strategies and the understood areas of weakness, we propose, as
outlined in the new Board structure, a shift in focus to three critical areas of

fundraising: donor relationships, large fundraisers, and grants. By assigning one or
more individuals on the Board to support the efforts of each critical area, we believe

there will be greater task ownership of fundraising outcomes, and there will be greater
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manpower in each area to support the time and energy necessary to achieve the goals
and plans set forth by the Board.

Donor Relationships
After discussion with subject matter experts in the fundraising area, there was a strong
emphasis on maintaining and creating strong donor relationships. The proposed board
structure diagram creates the role of one person to maintain relationships. The person
on the MCACC’s board responsible for this role should be outgoing, personable, and
very knowledgeable about the community center’s future goals and past achievements.
Building relationships with local and state governments is crucial to the fundraising of
the community center.

In addition to government relationships, this position is responsible for founding and

maintaining relations with potential corporate partners in the nearby areas. Corporate
relationships are critical to the success of fundraising efforts as companies will be more
or less willing to provide donations and sponsorships depending on the nature of the
relationship with the community center.

Discussions with subject matter experts in fundraising and donor relations suggested
the practice and implementation of the donor cultivation cycle. The cycle starts with
identification of potential donors and leaders in Mount Carmel and neighbouring
communities. Following identification, determining if these potential donors and

leaders are viable prospects for the necessary fundraising efforts to get the community
center up and running. After conversations with these potential donors, it is the
responsibility of those under fundraising, especially the role of donor relations to move
these prospects towards solicitation. In order to reach the step of solicitation, active
conversations, updates about the community center, and marketing pamphlets are
strong foundations towards getting these donors in a strong position to donate.
Following these tactics, the donor relationship position will ask for a specific gift or
amount that will be directed towards a specific initiative under the solicitation stage in
the donor cultivation cycle. The last step is updating, thanking, and recognizing the
impact the donor has on the future of the MCACC.

Utilizing this donor cultivation cycle will not only help organize future fundraising

strategies, it will reiterate to donors and members of the community that their support
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matters and truly does make a difference. It is the responsibility of the relationships
position to make sure that all donations are followed up with consistent MCACC
updates and appreciation on behalf of the board and community.

Large Fundraisers
Instead of putting on smaller fundraisers that take time and effort for minimal impact,

there should be one large fundraiser that is put on once a year. Having one of these will
eliminate donor fatigue, and keep the future of the MCACC in good standing with the
community.

Grants
While the other two critical areas of fundraising can potentially be delegated to one
person each due to a lack of individuals with the time and energy to support the

MCACC’s efforts, we strongly feel that ownership of grants must be shared by at least
two individuals. Hence, we recommend that one individual be responsible for the actual

writing of grants while the other focuses more closely on the research to find grants and
ensure the MCACC matches the established criteria.

Through our conversations with MCACC Board members and their expert grant writer,
Justin Skavery, we have come to understand that there has been difficulty obtaining
grants due to 1) not meeting specified criteria, 2) not having audited financials, and 3)

lacking the ability to show consistent funding and support over time as the MCACC is a
fairly new non-profit. Additionally, grants, at present, for which the MCACC can apply
are only found by word of mouth or government email chains/newsletters. As such, we
believe that grants are an area of fundraising within the Board’s processes that will

require significant time and revitalization, but, if individuals are willing to commit fully
to the finding and writing of grants, it has the potential to expedite the completion of

the MCACC building through the acquisition of much larger sums of money than other
fundraising activities.
The individual responsible for seeking out grants will be critical to the overall success of
the grant writing and fundraising efforts. He/she will be designated as the primary

researcher of grant opportunities across both the private and public spheres. While this

position will entail mainly seeking out potential grants and individual research, it must

9

also include some relationship-building activities that exist outside of the specified

donor relations ‘champion’ within the new board structure. The grant researcher should
also be responsible for the creation and maintenance of connections with organizations
including the local United Way and Community Giving Foundation in Berwick, PA

among others. These groups have the possibility to provide the researcher with even
more grant opportunities and word of mouth connections as well as offer advice
regarding better strategies and tips to find and be awarded grants.
Finally, the current Board is fortunate to already have a designated grant writer, Justin
Skavey, but it will be important to more clearly define this role and ensure the individual
responsible is able to dedicate the necessary time to write and submit many grants.

Most importantly, however, the grant writer should take part ownership, with the grant
researcher and any other knowledgeable individuals, of determining how to resolve any
issues with the MCACC’s finances. This has been an obstacle for the Board in the past,
and it will be critical that this is remedied for future opportunities. Furthermore, given
that many grants have lengthy turnarounds between submission and notification of
award or denial, it will be imperative that the individual tasked with writing grants

continually complete grants in the midst of awaiting news of previously submitted grant
opportunities.

As noted prior, only 30-40% of grants nationally are approved, so, while the grant

process may be time intensive for the individuals tasked with owning this particular
area of fundraising, our research and conversations with subject matter experts suggest

that grants are one of the best channels to obtain the required funding for the MCACC.

PROGRAMMING
Establishing programming is another essential part of accomplishing the goals of the

MCACC. When we initially began speaking about the future of the MCACC, the board
established that their goal was to provide a space that people of all ages and

demographics in the community could access. The building itself was chosen not only
because of its location and minimal price, but also because it offers versatility in what
can be made with the space.
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Programming Recommendations
Based on our assessment of the board’s current programming strategy we suggest the
following steps towards beginning a concrete plan for the future programs that will be

offered through the MCACC. First, although we want the community to be available for

everyone, the programs being offered need to be targeted to specific groups of people in
order to draw their attention. We propose that to start out, Mount Carmel board needs
to solidify two to three main programs that will be offered as soon as the building is
accessible to the people. Those two to three programs must become the face of the

project, so that the public can envision how the space will benefit the community. Once
this step is completed, the Mount Carmel board needs to generate a plan for how to

market these programs to the community in an enticing way. There also needs to be a
concise marketing tool (ie. a pamphlet, powerpoint, etc.) prepared to show donors about
the programs that will be offered. Finally, the board needs to remain open to feedback
from donors and the community about what they want to see come out of the

community center. Allowing donors to insert their vision into the project makes them
more likely to contribute funds.

In addition to this plan, we also propose the following ideas for potential programs at
the community center:
● Students
o

After school program (beginning after 3pm) aimed at providing homework
help/tutoring as well as access to the internet

o

Emotional wellness support program designed to aid students and their
families with dealing with stress, social issues, etc.

●

General Public
o

Access to space for gatherings of any kind (requiring a minimum time
period in advance to book)

o

Place for community members to access free resources

PROJECTED TIMELINE
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The creation of timelines will allow for clear goals for the Board of the Mt. Carmel
Community Center, as well as an opportunity to have information for potential donors
who want to see the projected plans. Below you will find projected timelines for the
restructuring of the Board and for fundraising to complete the community center.
Board Structure Timeline: Estimated - 1 month
1.

Design or Implement Board Structure that includes ‘champions’ of different objectives
a.

Define each role and its responsibilities
i.

I.e. The Chair of Grant Research 1.

Role: Executes local, regional, and national grants that are
feasible for the community center to pursue. These can

include public and private grants. Each Board meeting will
include an update of potential grants found. This individual
2.

will work closely with the Chair of Grant Writing.

Assess Current Capability of Board to Fill Roles
a.

Ask individuals on the current board about their desire and comfort level
with filling the various roles

3.

Brainstorm members of the community not on the board who are appropriate fits for the
roles
a.

4.

Reach out directly to these individuals even if they have not expressed
interest in the community center before.

Fill roles with Board and non-Board members that embody the following:
a.

passionate about the topic

b.

willing to contribute significant time

c.

capable of fulfilling the necessary actions within the role

**For those who are interested in helping but not fit for a designated role - Have a list of
willing volunteers at your disposal for events and when assistance is needed.**

We have heard a great deal about the desire to have a wonderful community center

building in Mt. Carmel. However, to achieve this goal, it is important to understand the
reality of the task at hand. When discussing the project with Josh Grill, the associate

vice president of strategic philanthropy at Bucknell University, he mentioned the
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importance of mapping our per year totals for fundraising campaigns as they provide
teams with an opportunity to visualize the gravity of a project. These do not factor in

the 2022 funds that have already been collected. They assume a uniform distribution of
fundraising year over year. They also do not account for any profit generated from the

center as we assume that will likely be offset by the listed expenses(i.e. Director salary).

Below are four separate scenarios for fundraising the building of the community center.
Building Timelines:
●

Timeline 1: $750k generated per year
a. 5-6 years to complete entire building
i.

3 years to complete back hall
1. Additional expenses once back hall open:
a. Staff
i.
ii.

Director of Center - full time paid position
Janitor - part time/full time

b. Building utilities - electric, plumbing, heat, cooling, etc.
c. Building repairs
●

Timeline 2: $500k generated per year - estimated 2022 net funds raised if Degenstein
Foundation Grant gives ½ of requested funds.
a. 6-8 years to complete entire building - depending on revenue generation of
building
i.

4 years to complete back hall
1. Additional expenses once open: listed in Timeline 1

●

Timeline 3: $250K generated per year
a. 12-16 years to complete entire building
i.

Between 7-8 years to complete back hall
1. Additional expenses once open: listed in Timeline 1

●

Timeline 4: $100K generated per year
a. 40 years to total completion of entire building
i.

Between 17-20 years to complete back hall
1. Additional expenses once open: listed in Timeline 1

FINAL RECOMMENDATIONS
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Our final recommendations are intended to summarize what we have heard from

you and how we advise you to move forward with potential plans of action. These are
steps for strategic change, and therefore require a great deal of effort to successfully

implement. Nevertheless, our recommendations are intended, in the long run, to achieve
your goal of opening a community center in Mt. Carmel as effectively and efficiently as
possible. Below is a bulleted list of the key takeaways.
●

Board Restructure - Creating Task Identity and Ownership
○

Create clearly defined roles and responsibilities for members of the Board
■

○

Assess current Board’s capability to fill roles
■

○

Areas to focus on Programming & Fundraising
Evaluate comfort and skill with being able to carry out roles

Survey the community for individuals with talents in the responsibilities
of roles

○

Assign individuals to new roles

**Re-evaluate roles and their value at different stages of project as different roles may be
needed**

● Focus on your value - create your identity first, then approach fundraising

○ Identify a clear image of who you are in these categories and then be able
to pitch that to potential donors, foundations, or corporate sponsors
■ programming
■ events

■ other ways in which the center will impact the community

○ Outline a clear step by step process for what renovations will take place
with the building

■ Designate certain fundraisers to go towards certain steps in the
renovation process

■ Allow for certain donors(both private and corporate) to have
naming rights on rooms or parts of the building
○
● Be Efficient

○ Consolidate fundraising efforts to one week of fundraising
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■ This prevents donor fatigue and can raise more money overall

○ Utilize the new board structure by delegating work and tasks

■ Have invested community members volunteering as well

○ Use additional resources outside of the community to help

■ Bucknell development office, other community center leaders, the
United Way, and other universities in the area

We hope that the findings we have generated will be considered for Mt. Carmel
Community Center moving forward. A special thanks to Dr. Neil Boyd and the
members of the Board at the Mt. Carmel Community Center.

